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Our Vision

¢ƘŜ нлнм L¢ {ǘǊŀǘŜƎƛŎ tƭŀƴ ǳǇƘƻƭŘǎ ǘƘŜ /ƛǘȅΩǎ ǘŜŎƘƴƻƭƻƎȅ Ǿƛǎƛƻƴ ǘƻ ŦǳŜƭ ƛƴŎƭǳǎƛƻƴΣ ŜƴƎŀƎŜƳŜƴǘ ŀƴŘ ƛƴƴƻǾŀǘƛƻƴ 
from an inside-out perspective. While the City has made great progress towards achieving this technology 
ǾƛǎƛƻƴΣ ǘƘŜ /ƛǘȅΩǎ ƳƻŘŜǊƴƛȊŀǘƛƻƴ ŜŦŦƻǊǘǎ ŎƻƴǘƛƴǳŜ ǘƻ ōŜ ƘƛƴŘŜǊŜŘ ōȅ ǇŀǇŜǊ-based processes, aging legacy 
systems, and a dwindling IT workforce.

¢Ƙƛǎ Ǉƭŀƴ ƛǎ ŦƻŎǳǎŜŘ ƻƴ ǘƘŜ ǎŜǘ ƻŦ ƛƴƛǘƛŀǘƛǾŜǎ ƴŜŜŘŜŘ ǘƻ ǎǘǊŜƴƎǘƘŜƴ ǘƘŜ /ƛǘȅΩǎ ŎƻǊŜ ŎŀǇŀōƛƭƛǘƛŜǎ ǿƛǘƘ the end 
resultof equitable, responsive technology services for all Chicagoans.

Vision



CHICAGO 2021 IT Strategic Plan

Vision

Executive Summary

Goals & Key Initiatives

Additional Information

About the IT Strategic Plan

Implementation Roadmaps

Initiative Details

2

Executive Summary
The City of Chicago has high ambitions for technology, viewing itas a key enabler to fuel inclusion, employee and resident 
engagement, innovation, and opportunities to improve the quality of life for all Chicagoans.

Over the past year, City staff has leveraged technology to live up to these ambitions by:

Á Rapidly pivoting to remote work (within 3 days).

Á Expanding online/digital options for government services (e.g., applications for outdoor dining permits, affordable housing 
applications, permit submissions, etc.).

Á Mobilizing census outreach to underserved communities through WiFiequipped vans & iPads.

Á Facilitating more equitable services through an improved translation web experience and continued expansion of its modern, 
robust CHI 311 platform that enables Chicagoans to request City services.

The City also continues to make progress in improving data accessibility and transparency, and building a more sustainable 
infrastructure, including:

Á Publishing 742 datasets on the open data portal comprising business licenses, crime, food inspections, environmental data, etc.

Á aƛƎǊŀǘƛƴƎ ŜƴǘŜǊǇǊƛǎŜ ǎȅǎǘŜƳǎ ŀƴŘ ƛƴŦǊŀǎǘǊǳŎǘǳǊŜ ǎǳŎƘ ŀǎ ǘƘŜ /ƛǘȅΩǎ Ŏŀƭƭ ŎŜƴǘŜǊ ŀƴŘ ƳƻōƛƭŜ ŘŜǾƛŎŜ ƳŀƴŀƎŜƳŜƴǘ from legacy, on-
premise systems to cloud-based platforms.

While technology advancements are being made, City departments still face significant challengescaused by paper-intensive systems, 
fragmented data and aging legacy systems.Unless these challenges are addressed through a systematic and structured approach to 
modernization, technology will be unlikely to live up to its potential for enabling more transparency and citywide equity, improving 
City operations, reducing costs, and/or increasing revenue. Sub-optimal IT causes a significant drain on City resourcesas departments 
άƳŀƪŜ Řƻέ ǿƛǘƘ Ƴŀƴǳŀƭ ǇǊƻŎŜǎǎŜǎ ŀƴŘ ǎǘŀŦŦ ǎǘǊǳƎƎƭŜ ǘƻ Ƴŀƛƴǘŀƛƴ ŀƴǘƛǉǳŀǘŜŘ ǎȅǎǘŜƳǎ ƭƻƴƎ Ǉŀǎǘ ǘƘŜƛǊ ǳǘƛƭƛǘȅΣ ǿƘƛŎƘ ŀŘŘƛǘƛƻƴŀƭƭȅburden 
the taxpayers by costing more to maintain. To be successful, the City IT team needs the authority and sponsorship to implement this 
plan.

The objective of this IT Strategic Plan is to identify the key initiatives and actions needed to address these challengesby improving 
the/ƛǘȅΩǎ ƛƴǘŜǊƴŀƭ L¢-related capabilities to better support City functions. Improving these capabilities will also enable the Cityto 
accelerate the digital transformation neededto provide public services equitably to Chicagoans now and in the future.

Executive Summary
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The City of Chicago is under-resourced to support the technology modernization needed to sustain on-going operations 
and improve City services for Chicagoans.

Á IT Staffing level is well below peer cities. Only 75 Central IT staff support the City department needs. When IT staff 
ŦǊƻƳ ƻǘƘŜǊ ŘŜǇŀǊǘƳŜƴǘǎ ŀǊŜ ƛƴŎƭǳŘŜŘΣ ммл L¢ ǇǊƻŦŜǎǎƛƻƴŀƭǎ ǎǳǇǇƻǊǘ ŀƭƭ ǘƘŜ /ƛǘȅΩǎ ǘŜŎƘƴƻƭƻƎȅ ŦǳƴŎǘƛƻƴǎΦ ¢ƘŜ /ƛǘȅΩǎ 
ITworkforce comprises 1.1% of the City employees ςa significant variance against other large metropolitan cities 
whose IT workforce approximates 3.6% of its total employees.

Á¢ƘŜ /ƛǘȅ ƻŦ /ƘƛŎŀƎƻ ǎǇŜƴŘǎ Ƴƻǎǘ ƻŦ ƛǘǎ L¢ ōǳŘƎŜǘ όурΦр҈ύ ƻƴ ǘƘŜ /ƛǘȅΩǎ ƻǇŜǊŀǘƛƻƴŀƭ ŦǳƴŎǘƛƻƴǎ(e.g., administrative 
systems such as ERP and billing).см҈ ƻŦ ǘƘŜ /ƛǘȅΩǎ ŀǇǇƭƛŎŀǘƛƻƴǎ ŀǊŜ ǳƴŘŜǊǇƛƴƴŜŘ ōȅ ŀƎƛƴƎ ƻǊ ǳƴǎǳǎǘŀƛƴŀōƭŜ 
technologies and several mission-critical systems are decades old and currently in the retirement phase of their life 
cycle.

Á¢ƘŜ ŜȄǇŜƴǎŜ ǘƻ Ƴŀƛƴǘŀƛƴ ǘƘŜǎŜ ŀƴǘƛǉǳŀǘŜŘ ǎȅǎǘŜƳǎ ƛƳǇŀŎǘǎ ǘƘŜ /ƛǘȅΩǎ ǊŜǎƻǳǊŎŜǎ ŀƴŘ ŘƛǾŜǊǘǎ ŦǳƴŘƛƴƎ ŦǊƻƳ ƛƴƴƻǾŀǘƛƴƎ 
resident-facing services. As a percentage of IT spend, the City is well behind its peers in growing and investing in 
emerging technologiesthat benefit constituents.

This IT Strategic Plan is a call to action to address the aforementioned constraints. The actions are organized into a set of seven 
(7) integrated goals and related initiatives:

ÁGoal 1: Reimagine Workforce and Processes - ImproveǘƘŜ /ƛǘȅΩǎ L¢ ƳŀƴŀƎŜƳŜƴǘΣ ƻǾŜǊǎƛƎƘǘ ŀƴŘ /ŜƴǘǊŀƭ L¢ ŀƴŘ ŘŜǇŀǊǘƳŜƴǘŀƭ 
collaboration

ÁGoal 2: Leverage Data to Spur Innovation - Expanddata-sharing and analytics capabilities

ÁGoal 3: Transform City Infrastructure- Modernize applications and infrastructure

ÁGoal 4: Put People at the Center - Make public services digitally-accessible and easier to use by Chicagoans

ÁGoal 5: Collaborate to Innovate - Better leverage external partners to accelerate modernization

ÁGoal 6: Empower & Inspire- Upskill, recruit and retain IT talent

ÁGoal 7: Ensure Equity & Accessibility - Enable equitable access and use of City services through technology

Specific actions to support each goal are provided as separate sections in this plan.
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The City must take action to fill long-standing position vacancies and expedite the modernization process to free up City resources to provide Chicagoans the City services they 
need,seamlessly and equitably.

Á Chicago has a highly tenured IT staff where 32% of the workforce has been with the 
city for 20 years or more, creating a significant retirement risk.

Á Moreover, given the size of its IT environment, the City does not have the capacity 
to adequately managecomplex, custom built and aging systems.

Á Positions that have remained vacant (or were given-up in the past) have transferred 
the burden to those in IT who remain, creating excessive workload, which has the 
potential toprompt further turnover,resulting inloss of institutional knowledge.

Á LƴŎǊŜŀǎƛƴƎ ǘƘŜ ǎƛȊŜ ƻŦ ǘƘŜ /ƛǘȅΩǎ L¢ ǿƻǊƪŦƻǊŎŜ ǘƻ ŀǘ ƭŜŀǎǘ Ŧƛƭƭ ǾŀŎŀƴǘ Ǉƻǎƛǘƛƻƴǎ ƛǎ 
necessary to prevent further brain drain.

Á Developing an optimal mix of in-house and outsourcingto ensure City IT skills are 
complementary to those available from the vendors will provide a risk adjusted and 
cost-effective solution to close the skills gap in IT.

Á Replacing outdated position titles will help attract the IT talent skilled in the 
modern digital technologies needed by the City.

Allocate additional funding to modernize the City's application portfolio and 
enable service delivery through digital channels (e.g., web & mobile)

Á The application portfolio is comprised of aging technology, which not only requires 
specialized skills to maintain, but also increases both risk and cost.

Á Several of the apps do not adequately achieve their business objectives, resulting in 
workarounds that create additional drag on resources.

Á The modernization of the application portfolio is a strategic imperative that willtake 
several years to complete,but work must start now.

Á Modernization efforts are estimated at apotential capital spend of $350M- $400M
over approximately 8 years (in addition to that being spent today).

Á However, this spend can be reduced and offsetby reinvesting the savings from 
modernization back into City operations.
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/ƘƛŎŀƎƻ Ŏŀƴ ƻŦŦǎŜǘ ǘƘŜ L¢ ƳƻŘŜǊƴƛȊŀǘƛƻƴ ǎǇŜƴŘ ŀƴŘ ŦǊŜŜ ǳǇ ŦǳƴŘƛƴƎ ŦƻǊ ǘƘŜ ƴŜŎŜǎǎŀǊȅ L¢ ²ƻǊƪŦƻǊŎŜ Ǉƻǎƛǘƛƻƴǎ ōȅ ǘŀƪƛƴƎ ŀ άǿƘƻƭŜofƎƻǾŜǊƴƳŜƴǘέ ŀǇǇǊƻŀŎƘΦThis includes 
application rationalization, organizational changes, better leveraged use of partners, process improvements and change management, and increased efficiencies through data-sharing 
and effective use of emerging technology innovations. To be successful IT will require capital investments and executive sponsorship. 

This IT Strategic Plan is a living document. The ideas and initiatives 
in this plan should be considered as a starting point for accelerating 
ǘƘŜ /ƛǘȅΩǎ ƳƻŘŜǊƴƛȊŀǘƛƻƴ ƧƻǳǊƴŜȅΦ !L{ ǿŜƭŎƻƳŜǎ ǘƘŜ ƻǇǇƻǊǘǳƴƛǘȅ ǘƻ 
collaborate with City stakeholders on implementing the plan while 
ŦƭŜȄƛōƭȅ ŀŘƧǳǎǘƛƴƎ ƛǘ ƛƴ ŀƭƛƎƴƳŜƴǘ ǿƛǘƘ ǘƘŜ /ƛǘȅΩǎ ǎǘǊŀǘŜƎƛŎ ǇǊƛƻǊƛǘƛŜǎΦ 
Subsequent sections provide further details on specific initiatives as 
well asan execution roadmap.
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IT will need to have the authority, and be seen to have the authority, to drive the 
needed changes identified in this IT Strategic Plan. The resulting modernization will not 
only lead to a reduction in IT support cost but also provide many intangible benefits:

Á A capital expenditure of an additional $350M - $400M (beyond the planned IT 
budget) to migrate, retire and rationalize the application portfolio is likely needed. 
This can save the city $500M+ over 10 years by eliminating and reducing IT support 
costs.

Á An engagement survey of the residents indicated that they are highly likely to use 
digital channels (web and mobile) to access city services and expect the experience 
to be as easy as online shopping. Better designed and architected enterprise 
systems, and increased digital capabilities, will not only lead to increased 
productivity of the city-wide workforce but also provide easier-to-use, digitally-
accessible, and equitably distributed city services.

Á Building and strengthening the capabilities of the internal IT staff at the City with 
well defined organizational structures and strong governance will reduce risk and 
lead to better utilization of the talentavailable through IT vendor-partners.

Á Strong collaboration with the IT vendor-partners and innovative contracting models 
can also support the City in this modernization imperative by pooling the resources 
of the city with those of the vendor-partnerswhile transferring the execution risk
to them.

Á Expanding integration and data-sharing capabilities across departments and using 
analytics and other emerging technologies to expand automation opportunities will 
not only improve operations, but will also provide a more seamless, responsive 
experience for Chicagoans.
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Goals & Key Initiatives

Goal 1:Reimagine Workforce & 
Processes

Goal 2: Leverage Data to Spur 
Innovation

Goal 3: Transform City 
Infrastructure

Goal 4: Put People at the Center

Goal 5:Collaborate to Innovate

Goal 6: Empower & Inspire

Goal 7: Ensure Equity & 
Accessibility

OUR GOALS & KEY INITIATIVES

To support the 2021 IT Strategic Plan, necessary investments in 
time, money and human resources must be made to modernize 
ǘƘŜ /ƛǘȅΩǎ Ƴƛǎǎƛƻƴ-critical systems, promote more data-sharing, 
empower and upskill the IT workforce, and collaborate more 
effectively with external stakeholders, including residents, the 
vendor community, educational institutions and others.

In order to facilitate the implementation of these investments, 
the City has defined a set of goals and key initiatives for 
execution.

Á Goals ςEnd results that the City is seeking to 
achieve. Goals may overlap as needed to achieve the 
/ƛǘȅΩǎ ǘŜŎƘƴƻƭƻƎȅ ǾƛǎƛƻƴΦ

Á Key Initiatives ςMeasurable efforts that must be 
implemented to achieve the stated goals. Internal 
and external stakeholders across the City will be 
involved.
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Goal 1:Reimagine Workforce & 
Processes

Goal 2: Leverage Data to Spur 
Innovation

Goal 3: Transform City 
Infrastructure

Goal 4: Put People at the Center

Goal 5:Collaborate to Innovate

Goal 6: Empower & Inspire

Goal 7: Ensure Equity & 
Accessibility

2021 IT Strategic Plan

Goal 1: Reimagine Workforce & Processes 
Goal 1: Reimagine Workforce & 
Processes Overview

Over the past year, City staff has leveraged technology to pivot and adapt to 
new ways of working. However, the existing organizational structure, 
increased workload due to covid, and long tenures have likely contributed to a 
seemingly accelerated loss of critical talent from the City IT organization. 

The City should assess the current distribution of workload within IT and 
determine the optimal mix of in-house and outsourcing. The role of central IT 
in relation to the IT capabilities in other departments will need to be assessed 
and formalized so that the lines of responsibility are clear and redundant work 
is eliminated. 

The relationship between central IT and departments will need to be 
strengthened such that departmental needs are understood by IT and 
modernization plans communicated with the departments. These initiatives 
will require executive sponsorship to be successful. IT will need to have the 
authority and be seen to have the authority to drive the needed changes. 

Key Initiatives:

Á 1.1 ςRelaunch Technology Strategy Group

Á 1.2 ςImprove & Deploy Citywide IT Operating Model

Á 1.3 ςHire Dedicated Business Relationship Managers to Improve Central-
IT and Department Collaboration

Á 1.4 ςaŀǘǳǊŜ /ƛǘȅΩǎ /ƘŀƴƎŜ aŀƴŀƎŜƳŜƴǘ  ŀƴŘ .ǳǎƛƴŜǎǎ tǊƻŎŜǎǎ 
Improvement Capabilities

Distribution of IT workforce at Chicago against 
benchmark of comparable Cities in North America
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Ref # Key Activities Description Key Participants
Action 

Timeframe
Complexity

Estimated 
City Hours

Estimated 
External Cost

1.1
Relaunch Technology 
Strategy Group (TSG)

Á Relaunch the TSG to enable executive guidance during implementation 
of the 2021 Strategic Plan for IT, to provide ongoing guidance on 
prioritization of IT initiatives, and to help prioritize competing demands 
on limited IT resources.

Á The board should meet periodically (minimum quarterly, but more 
frequently initially), to help set the pace for modernization.

Á The Project and Portfolio Management organization within AIS should 
help facilitate the TSG meetings.

Á AIS Comm. 
(Chair)

Á CTO
Á Departments
Á PMO

Immediate Low
Ongoing 
effort

One time:NA

Ongoing:NA

1.2
Improve & Deploy Citywide 
IT Operating Model

Á At 1.1%, the City has far fewer IT staff than comparable city 
governments ςand of the 1.1%, only a relatively small fraction (20%) 
reside within AIS.

Á An IT operating model describes how the City IT capabilities are 
orchestrated to achieve the strategic objectives in the most efficient 
manner, while accounting for the unique needs of each department and 
regulatory constraints.

Á Adopting a bimodal (insource and outsource) organization which focuses 
on business outcomes, with a product management mindset, vendor 
management capabilities and agile delivery methodologies will 
strengthen and de-risk IT capabilities at the City. 

Á Under this initiative, the target state operating model must be designed, 
an assessment of gaps against the target and organization readiness to 
change determined, and execution guidelines developed which the city 
can follow to implement the operating model.

Á HR
Á CTO
Á AIS Deputy 

Comm. (s)
Á Department IT 

Leads (where 
applicable)

Immediate High <960 hours

One time: 
$250k -
$500k

Ongoing:
TBD after 
development 
of the model

Goal 1: Reimagine Workforce & Processes 
Summary Action Plan

Legend (Action Timeframe):
Á Immediate:Initiate action within 0 to 6 months
Á Short-Term:Initiate action within 6 to 12 months
Á Mid-Term:Initiate action within 12 to 18 months
Á Long-Term:Initiate action after 18 months



CHICAGO

9

2021 IT Strategic Plan

Ref # Key Activities Description Key Participants
Action 

Timeframe
Complexity

Estimated 
City Hours

Estimated 
External Cost

1.3

Hire Business Relationship 
Managers (BRM) to Improve 
Central-IT and Department 
Collaboration

Á The City should advance beyond the IT Service Committee (ITSC) to 
develop dedicated business relationship managers who have the 
business acumen and technical skills to understand the needs of the 
business and develop the business case for technology investments.

Á The organizational structure for BRMwill need to be defined so that 
roles and responsibilities for the BRMfor each department and central 
IT are documented, consistent with the 1.2 IT Operating Model.

Á Job specifications must be documented and after necessary approvals 
are taken, the role filled through new hires and/or transfer of 
appropriate candidates from elsewhere within the City administration.

Á Department 
heads

Á CTO
Á HR

Short-Term Medium

<960 hours + 
ongoing 
effort 

12 FTEs (with 
some 

dedicated to 
a cluster of 

small 
departments, 
other focused 

on large 
ones)

One time:
0 -$250k 
(0 if included 
with 1.2)

Ongoing:
annual $1M 
ς$2M

1.4

aŀǘǳǊŜ /ƛǘȅΩǎ /ƘŀƴƎŜ 
Management and Business 
Process Improvement 
Capabilities

Á The City does not have the capacity or the capability to manage the 
changes resulting from the recommended modernization initiatives.

Á A Change Management Office must be set-up by the City to oversee and 
ensure appropriate change management is accounted for throughout 
the rollout of the future state initiatives with dedicated support for 
application modernization, Data & Analytics, and talent goals.

Á The City continues to use paper-based processes that hinder the ability 
to realize the benefits from technology modernization.

Á When modernizing the applications, care must be taken to rationalize 
the business processes to achieve the benefits that technology can offer, 
instead of customizing the applications to fit paper-based processes.

Á Maturing internal Business Process improvement capabilities should be 
formalized and could be incorporated into the Change Management 
Office.

Á AIS
Á Departments
Á Change 

Management 
Specialist

Á Business 
Process 
Engineers

Á Short 
Term for 
Change 
Mgmt.

ÁMedium 
Term for 
Business 
Process 
reenginee
ring

High

640 hours + 
Ongoing 

2-4 FTEs (for 
Change and 

Business 
Process to 
serve as 

coaches to 
other 

departments)

One time: 
$1M+

Ongoing:
$500kς$1M

Goal 1: Reimagine Workforce & Processes 
Summary Action Plan

Legend (Action Timeframe):
Á Immediate:Initiate action within 0 to 6 months
Á Short-Term:Initiate action within 6 to 12 months
Á Mid-Term:Initiate action within 12 to 18 months
Á Long-Term:Initiate action after 18 months
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Goal 1:Reimagine Workforce & 
Processes

Goal 2: Leverage Data to Spur 
Innovation

Goal 3: Transform City 
Infrastructure

Goal 4: Put People at the Center

Goal 5:Collaborate to Innovate

Goal 6: Empower & Inspire

Goal 7: Ensure Equity & 
Accessibility

2021 IT Strategic Plan

Goal 2: Leverage Data to Spur Innovation

Goal 2: Leverage Data to Spur 
Innovation

Overview

A core goal of the City is to use data to improve the quality of life for residents and improve the efficiency of City 
operations. Current initiatives, such as the publication of 742 datasets on the open data portal and WindyGrid, 
provide more transparency and access to data. To improve operational efficiencies, the City needs to mature 
capabilities to share data across departments. Without data sharing across City departments, the City risks 
increased process inefficiencies that slow down the rate of innovation across the City.

Key Initiatives:

Á 2.1 ςDesign and Implement Data & Analytics Strategy 

Á 2.2 ςEstablish City-Wide Data Governance and Ownership 

Á 2.3 ςDesign and Deploy Cross-Department Data & Analytics Platform to Promote Data Sharing 

Á 2.4 ςDeploy Cross-Department Master Data Management Plan 

Á 2.5 ςDefine Analytics Use Cases to Increase Business Value from Data

Á 2.6 ςEstablish City-Wide Data Literacy Program 

Example of City Data & Analytics Capabilities

Taxi Dashboard
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Ref # Key Activities Description Key Participants
Action 

Timeframe
Complexity

Estimated 
City Hours

Estimated External 
Cost

2.1
Design and Implement Data & 
Analytics Strategy

Á Develop a formal cross-departmental data and analytics strategy for improved 
data access, quality, and governance.

Á Assess current capabilities, define vision, and establish Data & Analytics action 
plan to establish how data and analytics will be delivered across the City 
(including capabilities, roles, processes, etc.).

Á Chief Data Officer 
Á Information 

Architect
Á Departments

Immediate Low
< 2920 
hours 

One time:
$250k - $500k

Ongoing:NA

2.2
Establish City-Wide Data 
Governance and Ownership 

Á Establish a Data & Analytics governance framework to define and enforce 
cross-departmental Data & Analytics standards and policies (e.g., Data 
Classification Policy, Data Sharing Policy, Data Sourcing Policy, Data 
Privacy/Protection Policy, Data Retention Policy, etc.).

Á Chief Data Officer 
Á CISO
Á Departments

Short-Term Low

4380 hours 
(to develop 

target 
state)

One time:
< $250k

Ongoing: NA

2.3

Design and Deploy Cross-
Department Data & Analytics 
Platform to Promote Data 
Sharing 

Á Establish the enterprise Data & Analytics infrastructure to enable fit-for-
purpose intake, storage, process, and access to City data.

Á Chief Data Officer
Á CISO 
Á Departments

Short-Term High
> 4380 
hours 

One time:$1M+

Ongoing:
annual $250 -$500k

2.4
Deploy Cross-Department 
Master Data Management 
Plan 

Á Develop department and technology master data requirements and manage 
master data assets across the end-to-end data lifecycle. 

Á Chief Data Officer 
Á Departments

Mid-Term High
> 4380 
hours 

One time: $500k-
$1M

Ongoing:
annual < $250k

2.5
Define Analytics Use Cases to 
Increase Business Value from 
Data

Á Identify and understand cross-departmental use cases to drive value from 
data.

Á Incrementally execute and deploy predictive and prescriptive analytics 
Minimum Viable Products.

Á Chief Data Officer 
Á Departments Mid-Term Low

Ongoing 
effort 

One time:< $250k

Ongoing: NA

2.6
Establish City-Wide Data 
Literacy Program 

Á Develop a data literacy strategy to mature data understanding and usage 
across departments.

Á Continuously baseline and benchmark data literacy for continuous 
improvement.

Á Chief Data Officer 
Á Departments

Immediate Low
< 6570 
hours 

One time: 
< $250k

Ongoing: < $250k 
annually

Legend (Action Timeframe):
Á Immediate:Initiate action within 0 to 6 months
Á Short-Term:Initiate action within 6 to 12 months
Á Mid-Term:Initiate action within 12 to 18 months
Á Long-Term:Initiate action after 18 months

Goal 2: Leverage Data to Spur Innovation
Summary Action Plan
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Goal 1:Reimagine Workforce & 
Processes

Goal 2: Leverage Data to Spur 
Innovation

Goal 3: Transform City 
Infrastructure

Goal 4: Put People at the Center

Goal 5:Collaborate to Innovate

Goal 6: Empower & Inspire

Goal 7: Ensure Equity & 
Accessibility

2021 IT Strategic Plan

Overview

The City has taken steps to modernize its infrastructure through current efforts to migrate to modern platforms (e.g., 
/ƘƛŎŀƎƻ омм ƻƴ {ŀƭŜǎŦƻǊŎŜύΦ {ǘƛƭƭΣ Ƴŀƴȅ ƻŦ ǘƘŜ /ƛǘȅΩǎ Ƴƛǎǎƛƻƴ-critical systems are supported by aging technologies, and 
many busines capabilities performed without support of technology. 8% of business capabilities account for 54% of 
application spend while 25% of business capabilities are not supported by any technology.Increasing efforts to 
replace or migrate applications to more modern, sustainable technologies will assist the City in achieving its goal of 
providing more equitable services to all Chicagoans. 

LƴƛǘƛŀǘƛǾŜǎ ƛŘŜƴǘƛŦƛŜŘ ŦƻǊ ǘƘƛǎ Ǝƻŀƭ ŀǊŜ ƛƴǘŜƴŘŜŘ ǘƻ ōǳƛƭŘ ǳǇƻƴ ǘƘŜ /ƛǘȅΩǎ ŎǳǊǊŜƴǘ ƛƴŦǊŀǎǘǊǳŎǘǳǊŜ ƛƳǇǊƻǾŜƳŜƴǘǎΦ /ǳǊǊŜƴǘ 
ǘŜŎƘƴƻƭƻƎȅ ƛƴŦǊŀǎǘǊǳŎǘǳǊŜ ǇǊƻƧŜŎǘǎ ƛƴŎƭǳŘŜ ǘƘŜ ƳƛƎǊŀǘƛƻƴ ƻŦ ǘƘŜ /ƛǘȅΩǎ Ŏŀƭƭ ŎŜƴǘŜǊ ǘƻ ŀ ŎƭƻǳŘ-based platform and the 
ƻƴƎƻƛƴƎ ƳƻŘŜǊƴƛȊŀǘƛƻƴ ƻŦ ǘƘŜ /ƛǘȅΩǎ ōǳǎƛƴŜǎǎ ŀǇǇƭƛŎŀǘƛƻƴǎΦ

Key Initiatives:

Á 3.1 ςaƻŘŜǊƴƛȊŜ ǘƘŜ /ƛǘȅΩǎ !ǇǇƭƛŎŀǘƛƻƴǎ ŀƴŘ {ǳǇǇƻǊǘƛƴƎ ¢ŜŎƘƴƻƭƻƎƛŜǎ

Á 3.2 ςStrengthen Technology Infrastructure, Integration & Security 

Goal 3: Transform City Infrastructure

Goal 3: Transform City 
Infrastructure

Gartner TIME Methodology:
Á TolerateτLower Business Fit, 

Good Technical Condition
Á Invest τHigher Business Fit 

Technical Condition
Á Migrate τHigher Business Fit, 

Poor Technical Condition
Á EliminateτPoor Business Fit 

Technical Condition

Low (1) High (5)

L
e

g
e

n
d

Business Fitness 
Rating

Operational 
Cost allocated 

to the app

Out of 300+ applications collected complete data 

was available for only 174; additional analysis is 

required for the applications where sufficient data 

was not available

DŀǊǘƴŜǊΩǎ !ǇǇƭƛŎŀǘƛƻƴ tƻǊǘŦƻƭƛƻ !ǎǎŜǎǎƳŜƴǘ CƛƴŘƛƴƎǎ
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Goal 3: Transform City Infrastructure

Á DŀǊǘƴŜǊΩǎ ¢La9 vǳŀŘǊŀƴǘ ǳǎŜǎ ŀ ǘƻǇ-down analysis technique to focus attention on the areas of 
greatest opportunity.

Á It is based on input from business users, technical owners and solution architects and assesses 
fitness of the application capabilities against a pre-determined set of criteria relevant to each role.

Á The resulting Categorizations of Tolerate, Invest, Migrate, and Eliminate enables an organization to 
move quickly from collecting portfolio data to identifying strategies and action plans.

Á Once categorized, exhaustive, bottom-up analysis is still needed for those portions of the portfolio 
that need active intervention.

Á These categorizations should be revisited as budgets, architectures and technologies change. 

The initiatives for modernization of the application portfolio follow an interdependent sequence

The TIME methodology 

is an industry standard 

application assessment 

framework developed 

by Gartner Research.
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Ref # Key Activities Description Key Participants
Action 

Timeframe
Complexity

Estimated 
City Hours

Estimated 
External Cost

3.1 aƻŘŜǊƴƛȊŜ ǘƘŜ /ƛǘȅΩǎ !ǇǇƭƛŎŀǘƛƻƴǎ ŀƴŘ {ǳǇǇƻǊǘƛƴƎ ¢ŜŎƘƴƻƭƻƎƛŜǎ

3.1.1
Build a Dedicated 
Application Modernization 
Project Team

Á Identify a dedicated project manager and team to oversee the 
multi-year application modernization effort.

Á Review the applications identified for retirement and 
modernization in the Current State Assessment with the 
Technology Strategy Group and City departments in order to 
confirm the modernization sequence and approach.

Á Establish the governance process to define and measure metrics. 

Á AIS 
Á Technology 

Strategy Group
Immediate High

672 hours + 
Ongoing

2 ς4 FTEs

One time:NA

Ongoing:NA

3.1.2
Improve Application 
Portfolio Governance 

Á Leverage the application support vendors to identify the users, 
access, and other metrics for the portfolio and assign owners.

Á Extend the TIME quadrant analysis to the complete application 
portfolio and develop a disposition.

Á Establish the governance process to define and measure ongoing 
metrics. 

Á Utilize an iterative governance structure to ensure data is 
informing modernization and facilitate continuous planning. 

Á AIS Immediate Medium Ongoing

One time:NA

Ongoing:NA

3.1.3
Right Size Application 
Portfolio

Á Identify a dedicated project manager and team to oversee the 
multi-year application modernization effort.

Á Review the applications identified for retirement and 
modernization in the Current State Assessment with the 
Technology Strategy Group and City departments in order to 
confirm the modernization sequence and approach.

Á AIS 
Á Technology 

Strategy Group
Immediate High

672 hours + 
Ongoing

2 ς4 FTEs

One time:
$500k- $1M

Ongoing:NA

Legend (Action Timeframe):
Á Immediate:Initiate action within 0 to 6 months
Á Short-Term:Initiate action within 6 to 12 months
Á Mid-Term:Initiate action within 12 to 18 months
Á Long-Term:Initiate action after 18 months

Goal 3: Transform City Infrastructure
Summary Action Plan

Contd. é



CHICAGO

15

2021 IT Strategic Plan

Ref # Key Activities Description Key Participants
Action 

Timeframe
Complexity

Estimated 
City Hours

Estimated 
External Cost

3.1 aƻŘŜǊƴƛȊŜ ǘƘŜ /ƛǘȅΩǎ !ǇǇƭƛŎŀǘƛƻƴǎ ŀƴŘ {ǳǇǇƻǊǘƛƴƎ ¢ŜŎƘƴƻƭƻƎƛŜǎ

3.1.4
Define Cloud Migration 
Approach & Procure Vendor 
Support

Á Estimate cloud migration activities based on the analysis 
conducted in 3.1.1. 

Á Select and engage a technology, system integration, or managed 
services provider to help execute cloud migration (as necessary).

Á AIS
Á Procurement 

Services 
Short-Term High

672 hours
2 ς4 FTEs

One time:TBD

Ongoing: NA

3.1.5

Create Detailed Plan for 
Modernization Efforts & 
Streamline Application 
Portfolio Over the Long 
Term

Á Migrate City applications to an alternate technical infrastructure 
(such as cloud) in order to remediate underlying technical 
performance issues.

Á Conduct regression testing to confirm that application functionality 
has not been adversely impacted.

Á Use an agile approach to enable the City to continually rationalize 
(i.e., streamline) its application portfolio by incrementally retiring 
applications that provide little business value (see Current State 
Assessment findings for initial list). This is a critical step in order to 
help maximize cost savings from the modernization efforts.

Á AIS
Á Departments Mid-Term Medium

Approx. 700 
hours per 

application

One time:
$750k-$2M
(Cloud Migration 
Support)

Ongoing:15-
20% of 
Implementation 
Cost

Legend (Action Timeframe):
Á Immediate:Initiate action within 0 to 6 months
Á Short-Term:Initiate action within 6 to 12 months
Á Mid-Term:Initiate action within 12 to 18 months
Á Long-Term:Initiate action after 18 months

Goal 3: Transform City Infrastructure
Summary Action Plan
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Ref # Key Activities Description Key Participants
Action 

Timeframe
Complexity

Estimated 
City Hours

Estimated 
External Cost

3.2 Strengthen Technology Infrastructure, Integration & Security 

3.2.1
Develop a detailed Hybrid 
Multi -Cloud Infrastructure 
Implementation Approach

Á Develop a detailed approach for implementing a Hybrid Multi-Cloud 
ƳƻŘŜƭ ǘƘŀǘ ŜƴŎƻƳǇŀǎǎŜǎ ǘƘŜ /ƛǘȅΩǎ ƻƴ-premises data centers and 
public cloud environment. 

Á This approach should be based on: IT strategic alignment, risk 
mitigation, operational excellence, and financials/cost 
considerations.

Á AIS Mid-Term Medium
480 hours
2 ς4 FTEs

One time:
$250k-$500k

Ongoing:NA

Legend (Action Timeframe):
Á Immediate:Initiate action within 0 to 6 months
Á Short-Term:Initiate action within 6 to 12 months
Á Mid-Term:Initiate action within 12 to 18 months
Á Long-Term:Initiate action after 18 months

Goal 3: Transform City Infrastructure
Summary Action Plan

Contd. é
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Goal 1:Reimagine Workforce & 
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Goal 2: Leverage Data to Spur 
Innovation

Goal 3: Transform City 
Infrastructure

Goal 4: Put People at the Center

Goal 5:Collaborate to Innovate

Goal 6: Empower & Inspire

Goal 7: Ensure Equity & 
Accessibility

2021 IT Strategic Plan

Goal 4: Put People at the Center

Goal 4: Put People at the Center

Overview

The City of Chicago has invested in new technologies to increase its connection to residents and businesses and to 
better understand their needs. For example, the City implemented virtual town halls, conducted online surveys with 
Chicagoans, facilitated extensive focus groups in designing CHI 311, and leveraged communication management 
tools to keep a pulse on public sentiment.

The purpose of this initiative is to continue to ŜƴƘŀƴŎŜ ǘƘŜ /ƛǘȅΩǎ ŎŀǇŀōƛƭƛǘƛŜǎ ǘƻ ŘŜǎƛƎƴ ŀƴŘ ŘŜǾŜƭƻǇ ŘƛƎƛǘŀƭƭȅ-
accessible, easy to use public services for Chicagoans. This enhances self-service and enables residents and 
businesses to complete more transactions over the web and through mobile devices.

Key Initiatives:

Á 4.1 ςBuild a Digital Services Team

Á 4.2 ςDevelop a Playbook for Delivery

Á 4.2 ςUse Resident Feedback to Prioritize Digital Services

Á 4.3 ςIncrementally Deliver Services (Platform Approach)

Examples of City Communications Management Capabilities
Summary of Community Engagement Methods for CHI 311
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Ref 
#

Key Activities Description Key Participants
Action 

Timeframe
Complexity

Estimated 
City Hours

Estimated 
External Cost

4.1
Build a Digital 
Services Team

Á Plan and implement recruiting efforts. Peer organizations have 
established teams that include user experience (UX) designers, customer 
experience specialists, web developers, content managers, and product 
managers.

Other governments have built their in-house team over time by 
obtaining vendor services or bringing in IT professionals for 1-to-2-year 
stints (i.e., tours of civic duty).

Á AIS 
Á HR

Immediate
(for team 

lead)
Medium

960 hours 
(to build up 
an entire 
team over 

time)

One time: NA

Ongoing: NA

4.2
Develop a Playbook 
for Delivery

Á Develop a playbook that defines the standards, tools, platforms, delivery 
methods, and software development practices for designing and 
implementing public services delivered through digital channels. 
(Example playbooks are provided in the implementation details section.)

Á AIS 
Á Technology 

Strategy 
Group

Mid-Term Medium
320 hours

(initial 
draft)

One time:No 
Cost - $150k
(could use non-
profit support)

Ongoing: NA

Legend (Action Timeframe):
Á Immediate:Initiate action within 0 to 6 months
Á Short-Term:Initiate action within 6 to 12 months
Á Mid-Term:Initiate action within 12 to 18 months
Á Long-Term:Initiate action after 18 months

Goal 4: Put People at the Center
Summary Action Plan

* These FTEs will be members of the Digital Services Team to be built as part of Initiative 4.1.

Contd. é
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Ref 
#

Key Activities Description Key Participants
Action 

Timeframe
Complexity

Estimated 
City Hours

Estimated 
External Cost

4.3

Use Resident 
Feedback to 
Prioritize Digital 
Services

Á Leverage communication tools, surveys, and town halls to identify 
ǇǊƛƻǊƛǘƛŜǎ ŦƻǊ ŘƛƎƛǘŀƭ ǎŜǊǾƛŎŜǎ ŦǊƻƳ ǘƘŜ ǊŜǎƛŘŜƴǘǎΩ ǇŜǊǎǇŜŎǘƛǾŜΦ

Á Conduct field research and journey mapping to determine pain points 
and scope for future state solutions. For example, City departments 
identified a resident portal as a potential future state solution. This 
initiative would help validate this vision with the residents. (An example 
of a resident portal is provided in the implementation section.)

Á AIS
Short-Term

(initial 
outreach)

Medium
Ongoing

1 - 2 FTEs* 
Annually

One time:
$150k - $200k
(initial start up 
assistance, 
such as market 
research)

Ongoing: 
Varies

4.4

Incrementally 
Deliver Public 
Services (Platform 
Approach)

Á Implement digital services by referencing the playbook for guidance and  
using Salesforce as the development platform instead of creating 
independent point solutions. This minimizes application sprawl and 
ƛƳǇǊƻǾŜǎ ǘƘŜ ǎǳǎǘŀƛƴŀōƛƭƛǘȅ ƻŦ ǘƘŜ /ƛǘȅΩǎ L¢ ŦƻƻǘǇǊƛƴǘ ƎƛǾŜƴ ǘƘŀǘ ǘƘŜ /ƛǘȅ 
has already invested in Salesforce as its platform for CHI 311.

Á AIS 
Á Departments

Long-Term High

Ongoing
10 - 15 
FTEs* 

Annually

One time:
Varies based 
on prioritized 
digital services

Ongoing:
annually $5M
ς$10M

Legend (Action Timeframe):
Á Immediate:Initiate action within 0 to 6 months
Á Short-Term:Initiate action within 6 to 12 months
Á Mid-Term:Initiate action within 12 to 18 months
Á Long-Term:Initiate action after 18 months

Goal 4: Put People at the Center
Summary Action Plan

* These FTEs will be members of the Digital Services Team to be built as part of Initiative 4.1.
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Goal 5: Collaborate to Innovate

Goal 5: Collaborate to Innovate with External Partners

Overview

The City leverages vendors to help mitigate its shortage of IT talent and obtain the resources it needs to develop / maintainapplications 
and support its technology infrastructure. 

The City seeks options for increasing the value it receives from outsourcing and securing the vendor services needed to 
support enterprise-wide modernization efforts. This entails implementing the following initiatives:

Á5.1 ςIdentify Vendor Services Needed to Support Modernization

Á5.2 ςPrioritize and Define Scope for Vendor Services

Á5.3 ςImplement the Necessary Procurement Processes

The City spends over 50% of its IT budget on Outsourcing and Public 
Cloud. This is higher than the percentage allocated by other cities.

The City relies heavily on vendors to implement IT projects (i.e., 48% 
of the IT projects completed or in progress from 2017 through 2020 
include services provided by external partners).
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Ref # Key Activities Description Key Participants
Action 

Timeframe
Complexity

Estimated 
City Hours

Estimated 
External Cost

5.1

Identify Vendor 
Services Needed to 
Support 
Modernization

Á Identify and compile a list of the vendor services needed to support 
Goals 2 and 3. For example, the initiatives identified in these goals 
include activities such as the definition of a data governance framework 
and a cloud migration strategy. The City needs to determine if it 
requires vendor support for these efforts. 

Á AIS 
Á Technology 

Strategy 
Group

Short-Term Medium 320 hours

One time:NA

Ongoing: NA

5.2
Prioritize and 
Define Scope for 
Vendor Services

Á Share the analysis completed in 5.1 with City Departments. Work with 
them to prioritize the vendor services to be obtained based on their 
business needs and the operational risks from aging legacy systems.

Á AIS 
Á Technology 

Strategy 
Group

Á Departments

Short-Term Medium 320 hours

One time:NA

Ongoing: NA

5.3
Procure Necessary 
Services

Once 5.1 and 5.2 are completed, the City must identify and implement the 
appropriate procurement processes for obtaining the vendor services. 
These processes could include; facilitating Industry Day Workshops, issuing 
task orders for certified vendors, and /or releasing Requests for 
Information (RFI) or Requests for Proposal (RFP). The City should also 
consider agile procurement practices leveraged by other governments.

Á Industry Day Workshops: This method could be used to inform the 
vendor community of the modernization efforts that are planned and 
advise them to await future solicitations.

Á Procurement 
Services

Short-Term Low
80 hours

(per 
event)

One time:NA

Ongoing: NA

Á Task Orders: This method could be used to solicit services from vendor 
already certified by the City. This can be a faster approach for securing 
vendor service for engagements with a narrow scope and targeted set 
of deliverables (e.g., cloud migration strategy). 

Á AIS 
Á Technology 

Strategy 
Group

Á Procurement 
Services

Mid-Term Medium
160 hours
(per Task 
Order)

One time:NA

Ongoing: NA

Legend (Action Timeframe):
Á Immediate:Initiate action within 0 to 6 months
Á Short-Term:Initiate action within 6 to 12 months
Á Mid-Term:Initiate action within 12 to 18 months
Á Long-Term:Initiate action after 18 months

Goal 5: Collaborate to Innovate with External Partners
Summary Action Plan

Contd. é
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Ref # Key Activities Description Key Participants
Action 

Timeframe
Complexity

Estimated 
City Hours

Estimated 
External Cost

5.3
Procure Necessary 
Services 
(continued)

Á Request for Information (RFI): This method could be used to solicit 
solution ideas from vendors in response to a broad set of 
requirements. The results from the RFIcould help the City develop the 
requirements to include in an RFP.

Á The City can also consider leveraging RFIhybrid (such as the RFI2from 
the State of California as an agile procurement option).

Á AIS 
Á Technology 

Strategy 
Group

Á Procurement 
Services

Á Department 
of Law

ÁOffice of 
Budget 
Management 

Á Departments

Mid-Term Medium
480 hours

(per 
solicitation)

One time:
$150k- $250k
(depending 
upon scope of 
solicitation)

Ongoing: NA

Á Request for Proposal (RFP): This method could be used to solicit cost 
and effort from the vendor community in response to specific 
requirements. 

Á The City should determine creative means for improving collaboration 
with its IT vendor-partners through innovative contracting models and 
outcome-based contracting. 

ÁWhen developing an RFP for obtaining long-term vendor services (e.g., 
outsourcing re-bid), some organizations are seeking broader services 
beyond technical support, such as: process improvement through 
automation, expanded business intelligence, and an enhanced 
customer experience.

ÁOther organizations are seeking increased vendor investments, such as: 
innovation fund matching, local jobs and apprenticeships, and the 
funding of new major initiatives. 

Á All the aforementioned optionscould be considered by Chicago in 
order to increase the value derived from outsourcing or long-term 
support contracts. 

Long-Term

High
To

Very High 
(e.g., 

Outsourcing 
Re-Bid RFP)

640 hours
to

1600 hours
(per 

solicitation) 

One time:
$300k - $800k
(depending 
upon scope of 
solicitation)

Ongoing: NA

Legend (Action Timeframe):
Á Immediate:Initiate action within 0 to 6 months
Á Short-Term:Initiate action within 6 to 12 months
Á Mid-Term:Initiate action within 12 to 18 months
Á Long-Term:Initiate action after 18 months

Goal 5: Collaborate to Innovate with External Partners
Summary Action Plan
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Goal 6:Empower & Inspire

Goal 6: Empower & Inspire a Capable and Engaged IT Workforce

Overview

IT at the City of Chicago is under-staffed compared to peer governments and overall IT skills proficiency is slightly behind peers. This 
situation is further exacerbated by a high retirement risk όон҈ ƻŦ ǎǘŀŦŦ ƘŀǾŜ ŀ нлҌ ȅŜŀǊ ǘŜƴǳǊŜύ ŀƴŘ ǘƘŜ /ƛǘȅΩǎ ƛƴŀōƛƭƛǘȅ ǘƻ ǊŜŎǊǳƛǘ ŀƴŘ 
retain employees due to outdated position titles that are misaligned with market competitive titles and compensation.

To address these concern areas, the City has identified the following key initiatives:

Á 6.1 ςwŜŦǊŜǎƘ tƻǎƛǘƛƻƴ ¢ƛǘƭŜǎ ǘƻ {ǳǇǇƻǊǘ ǘƘŜ /ƛǘȅΩǎ L¢ aƻŘŜǊƴƛȊŀǘƛƻƴ LƴƛǘƛŀǘƛǾŜǎ

Á 6.2 ςFill High Priority IT Lead / Staff Positions

Á 6.3 ςUpdate IT Training Program to Address Skills Gaps 

Á 6.4 ςEstablish Succession Plan to Mitigate Retirement Risks

The City has too few IT staff when 
compared to other cities

Aside from Information Security and Information Management, the 
/ƛǘȅΩǎ L¢ ǎƪƛƭƭǎ ǇǊƻŦƛŎƛŜƴŎȅ ƛǎ ōŜƘƛƴŘ ƻǘƘŜǊ ŎƛǘƛŜǎ

% of Experts by Technical Proficiency


